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ABSTRACT 

Following a "dear colleagues'* letter from John R. 
McKernan, Jr., Governor of Maine and 1991-92 chairman of the 
Education commission of the States, a strategy is outlined that will 
help educational reformers to approach restructuring from varying 
perspectives and improve its chances for success. Several fundamental 
principles underlie successful strategies. They are £>ased on the 
premises that: all children can learn; fundamental change is needed; 
no single policy change will transform the system; and the education 
system must be able to analyze and continually improve itself. 
Obstacles to reform are identified and the actions that constitute a 
comprehensive strategy for change are outlined. These include 
providing for continued leadership, setting a vision of a system that 
holds high expectations for learning, translating the vision into 
policy and practice, realigning the state system to support the new 
Vision, and focusing on results. (RR) 
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Arwrica. fetiK 

we aie tetki!^ ab»» sdK)o) i«f(^ 
wa^ WclmwbeguntocnvisiOTaiww 
acbK^km sy^ata dial wiit heJp all ch^n 
team regardless of ite^ We 
tenre begunio otttlu* how tiic rotes a«J 
resptstt^ilttics of emytMK involved nswi 
chm^ionudy^ttevistcmrefli bishoitwe 
have ») iffirkte ilK crimal to 

Bm wt have m yti siM:ceei^ 

It i$ tiiw to rt« promises we made 
— }»OTiKes of equally, «^>ponunicy, digni- 
ly and full r«mteip^on; tire {mmriseof an 
educmitHi symn ihai respects diverse cul- 
imes^eoabtesallsiudaiisloteanv We 
must quft tintoing at 0« td^ of the sys^ 
^ and insiorf cnstte a mw . much fae^r 
oie. To<tothisrajmresachangein(Mff 
aj^jTMch: such a large gm) caimot be 
kWtbss^ <me piece ai a time, ^ has be«i 
m prwaice; o«r cff<Ht& must beccm^ tnmc 

Makmg ihs kind of fundamental dmge 
in how schools c^cnue to telp children 
tetm is an enonnwis emteavw. cmc ttot 
requHiK a itKWgblful and comjsetensive 
^^ratcgy to guide us, Wlule states, disirkis 
and ^±ods have n»de pfogiess. it h^ 
bcc««i« evidHtt lhat res&wlunng is far 
rnoreoOTpfe^ihanii first ^eenwA 
reason » thai climngcs tn sctools are ccmtin- 
upM cbmg^ in demct and state poli- 
cy aralpraoke. We have umtejcsiimi^ 
how ioicneteed and intentepcmim the dif- 
fcienl parts of il«educaii(m system are. 

This document is <te^gned lo move us 
fimher along toward the goal of a new edu- 
caik>n sysiwn by (»nlining a slate sti;«egy 
that will terlp us appraa* resiructitfing 
from ail si(tes and improve our oAfc for 
success, 

Smcereh. 

tohn R. McKenuttU Jr. 
Governor of Maine 
lWI-92 ECS Chairman 



Reforming Successfully 

Several fumtonanal pnncipkrs umlerhe suc- 
cessful straiegjcs- 

AHtiiHfhmttntom. Alihouph evidence 

all kuls can km. cenain triors get m 
ite my : i 1 J many childnm ;ue w\ ready lo 
team becau?^ ot preveniaWe Nsalih or cHher 
tmjMunnems. «2i many educalm do mn cxpcn 
certain children lo learn, and (3) the schtxil 
Mruciurc fails lo cmuttejmn ihcsc cwtdiiton^. 
Saying itm all chikheu can team is ite fn • i 
Mcp: miw uaie. disnun and schiH>i leaders need 
to act on that promise. 

FumtotwtW dwi^ l« wwted. Makmp small 
changes in the educaitc^ system will nol priv 
vtA* the student pertcrnname needed. Utsna- 
cs^ary lo change m m\y expaiauon^ of wkii 
Muitems should know and be able lo do but also 
of what schools should do to help children 
team, Thi.v will rctjuue ihoughifulncss m buiW 
me on existing cHi^s. new roles ainl respond* 
biliiics for every^onc m the sys^iem — trom mu- 
dents to tt^ siaie mlminisiraior^ — and diltcr 
L-ni mcctomsms for making dccisnmv lhai 
aftcci MuiteniN. 

fto aingte policy ^lange wl» trw^rro 
$y^m Tlica^ism^'Mlverbulleu " h«- exam- 
ple, cho^e legislation alone will nm radicall} 
chance ihe educaoon system, though n may be 
an imponani ccrnipi^eni of a broader slate strai 
ep\. Rather, a cwidmaUHl. consiMcnt set <^f 
pohcjcs IS needed uichanec the chmaic ot edu- 
iUlum mcacb stale. 

The ecJu^tion syston mtmt be abte to arwtyre 
mi wNitJmirily ttnpow teeH. The curreni 
system tends to accept tte status quu. Even a 
major reform, il u s undertaken once ami con- 
?^tdereil "dcMif." ^iH nol ;dlow the sy^em tt* 
respond fo demands ol u am^nth changing; 
MXicty. 

Obstacles to Reform 

Several obstacles, Nmt-ver, stand in the way ot 
success. Interviews wah Itwal educators, state 
pohnva! leaders and state cducatum aeerk ) 
siall reveal these impedtmems uuetomv 

• 1(H>nuin> pci^pli* arc cometit utth niaiman^ 
tne the status qm^ an educatuni svsiem basi J 
on a bv ei w tune and not on a visnm 
ot an educatuni sssiem that will ptvpaa- stu- 
ik-fUs idf panicipanon m itHtnwnv's uorU! 



• Peqile ut«rking in the HclHxilMjm^^itton 
whdher thene is a taxi Itme-ierm ct^mmii- 
fueni iomaHw^uU»mt. 

• Innovate nee^j a^wauls and supfxirt: they 
f^ldom get either. 

• Relorm cftomdti not spnrad easily Inmi 
pilot sites to v^r schwhs in the slate 

• JkhiHjl and policy leaders arc contused h\ 
the growmj number ot reform cni>ns and 
quet^tion how these eftcms fit with ime 
am^herand pcnainto iheir schixilv 

• Tw few educattir^kno^ ho^^ tti lead rctcHm 
elforts effectively, ami kxi fe\^ policy makers 
know how to create a \vstem that support*^ 
alorm. 

• A larpr gap exi>'s between advocates ol 
letorm, *ho believe the educ-tuum sy^i tv 
tlawcd and «ters, inclirfmp iIkt eerHral jHiNtt 
m\i ttmy educaHl^. w h^i belnrve their liKal 
schtH^l IS line and qucstiim the treed It^r chanec. 

• Ade4}uaic measua^i^l pn^eress in studeni 
Icaminp and system reform do mn exist. 

Moving Reform Ahead 

1 hea* IS much slate jH^licy leaderN can do to 
ctHtnter such obstacles and ensure success \m 
;dl Modems. Any attiw. however, must W 
i;iken in the conteM ol cbanpmjr the entire edu- 
catum syMen\ — m.Iux>!. district, state, hunher. 
dei isjons such as hat Muctents should kno^. 
what should he taueht and hi>vi, and *hat train- 
ing stall need, must compkrincm one another 
Chanpme one piece vmH result m better stu- 
dent teaming: the problem must be approached 
systemtcally , m piecemeal 

Although « may he diflk'ult \o mo\e twiard 
mM kwh snnultamrtHisty, Xh: tolkmmg acrnms 
constitute a c<^pa*hensi\e %traieg> chanec 

Provide Continuwl L^ttership: 

h Learn alwut refbrm and restrueturif^ 

No om? need stan trom si-rmch in ixyinp tp 
chanee the schiwfsy stem. MuchhavKTo 
writtvn about schtml retonn. and tbea* arc 
pilot eltnns under wa>. Mans communilie^ 
.ifui scbo<^s jkTv strugghnc utth lundanKtitil- 
{y chaneini* their eilucatu^n sysieinv - and 
makmg proeresv Policy makers, aminiunity 
leaders and cducaltns need lo esaminc thcwi- 
ettons ii% see h<m ihe\ can ieam trwi the 
e\penenu M ulber h 
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1, Iki€k)p a a)inimmk^ks(B ^ntefQf, 
TIk puWk ikKS nvi umterstaiKj ^hy whixils 
need to be a^struwiured or whm rcstmiunnc 
mims, SucctfNsi ully changing ihc cduwaiion 
svHiem requires clfor. awiM? commimu:atum 
vMlh the public ami all imirfunJ utxnji ^hy 
?vMniclurin« neivsvary, ^haj ihc gmK ait 
and hi>w ihc plan v^ill he acciwpJislKnI. 

A ciHnmunicatiiiris siralecy incliHik^ 
dc\cU>piJig a mcNsige and maicnaln ^•up- 
jHm the visits and piuK. !i alsn includes 
cmii^inaiin}! laat ami sLae media MraieiJies 
\o get the messace Oin^vn to all pemm 
alfccled — paivniv Mudems. husincss, cduca- 
{HiiitiLuns — in \tMn. e\eryone in the 

eraiittm, 

Fiir lop-iivtxtiiom chanees to take place, 
then? muM he i^uppiin m>m wahin ami out- 
ride the education \vsfeni. \S nhcHJt ti. the 
pfiimisc id refi^nn h dmmied. Coulrtions 
should mcJudc parcnis. tniviness. pi^iiticaJ and 
L4>mmunny leaders m m^peraium ^wh tcach- 
m. adtniniMraiors and htwd memhers. Such 
a coaliircm can casua* kmg-term commitment 
to rtiom Mrafeciefv. sustain a^Mruclunnu 
elfoTts ihroueh Ciimomtc dimmum^ and 
. chanm in puluical leaderAip. ami nm* as an 
itthocaie 1*^ the puWa ^ need?* and itsiicv 

Set 8 Vision of a System That HoWs 
High Expectations for Learning: 

h Shift the fern to Hludent tearDms. 

To dale, iho^e ho manage the educaium s> 
lem ha\e concentraied on nhat goes mio Ihc 
classfixim, such as teacher certdlcain^n. 
amrse requirements and textbook seiecuon. 
Now ii\ lime lo lulfdl the promise ol engag- 
ing and miprovmji k-tmme to ail students. 

1 Identify wtet stwtenH ^dnmld kncm and be 
able to do. 

Every viaie should hau* an cnitiine ol what 
simtents are expected to know, unsfersiand 
and he able lo do. Edueaior^^. parents and 
ifilKf ctmsUtuents must be tnciuded in seUtni: 
cxpatatioav that hiU allow students to lake 
advantage nl future t>ppi«mnitH:s pitnntsed 
hy MK jei> . 

X De^ei&p a % iskm of tlM^ syt^ttm that wHt 
help Indents msH thosie expectations. 

Public schools k>ok swpnsingiy stmilar 
acnns the couniry . bat iteif ^kx^k'* a^nes 
fnim a % tsum oi kit students needed tor an 
earlier era- The new vi^ton shm^ be based 
on ihe skdtsand kmmtedge students will 
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iteed lor the tuture. be comrmmly shared and 
specity how the system will create m envt- 
ronmeni that helps schiwls neaeh new coals 
lor siuifcnts. Siratecies to develop a bro^iy 
shar^ vision mclude holding amwsaoims 
KMih ail intea-sicd piltes N^h wuhm and 
ouiMik the schoi>l system, asM^ssmc the com- 
paubilny ol cxiMinf! appnmhes ami tmkine 
tlie vision to national retormeU<mv 

Trmi^tiie Viskm \m Piritey ai^ notice: 

1. l*ttmtert a p<*ey audit rf itecunwt system. 

Hsamifs: exisimp p<>!ictes and pranices to 
ilciermiik* %hai irets in ihc way ol chance. 
I AH>k at issues suih as: What are the political 
hamcrs / Wktt aa- the current ivtorm ctlims 
and are ihes working ? WTtal is kiwwn about 
siudcnt achievement under the current s\s- 
\cm! How di>cunem policu^s mlluencc cur- 
ncultun, mstnurlion. assessment, teacher 
tk^vekipntem.cic.? 

2. Remove terrieni t«i reform, 

Haf ly m the pnxress. those k;Hlinfi nriiirm 
shiHild S4'ml this messaee lo the individuals 
wh<i wtrrk m at:cm.ics. districts aiKl schiH>is 
- nsk^iakmg to pmnmMe the visum and help 
Modems aarh expeciaiHms will be supported. 
This can be accompliskd in M:veral wa\s: 
One. provHie schools and disincis w iih 
wai\ers inmi pt>iickrs that m in the way ut 
chance. Two. m exchange lor mm acauini- 
ability, jiive persons ckisesi lo ihe clavsKXHn 
more a'spcmstbslify li^ensuruig that all stu- 
dents Jeam. Three. kx4 lor private resources 
lo supplement stan-up ct^is irt a'structunnc 
and pik>l sites. 

.1 Provide foipport for a tfwdugh redesign of 
currtcutoi and h»d^tea. 
Hducalors. in collaboration with pattrms and 
the community, must change cmmulum and 
tnsimctional meihtxls so ihcy suppon new 
c\p«:taiions and til individual student kram- 
ing styles. 

4, Develop and use new fonm of ^^j^ment 
Xvsessment measures mus! be ke\^ fo new 
cxpeciaims Un student kammg. such as abih^ 
ly fo ihmk. a*aR?n and analy ze* just a stu- 
dent's ability tomem<m?e. They also, like 
curriculum and insiriKiion. should take into 
acanini a brn^ranjieot letmiine styles, Fiw 
example, lavtead of reiving sokiy cm muhipJe^ 
chince tests io deu^rmjne maih ability, studems 
coukJ be asked to d^monsu^e the ^eps they 
used to find Ihe ^sww. Students alH> ccnikJ 
dcvelq> pixttbik^ thai shew progress tner tm*. 



Bmms orf^^mzeoitms suck as rte Naiimmi 
AHmct ^Bksimss, tk namml Busimss 
Ramkbibif and ihe Cmtcilfor Aki to 
EducQtion have numermis fMicatms 
describing fem* husinmts aw Invome 
mr)ived in school rem^tmnfi efforts. In 
adStbn, tiie smes of Maine ami South 
Carolina haxe e'welkm examf^es ofeffec- 
rof bwad^ba^ cmliuons, 

Sf aim's Cmmm Cw (if tainwnjf is a 
stiumem of what st^ms ^imdd kmm ami 
be oNe to do in four am^ »*f n rtfy* j?nasrf- 
me from H^h uhooi: f^rsomt and /oW 
siewmiship. iommumcatm. reasonma 
and problem sohingt at^ ^ hmin 
reciMrd. In addition to Maine. ConnetHcut. 
Vermont md Cdiforma iiwf a puHic pro- 
cess to defm expevmions Jir Aeir^rmlems. 

Tf^ Piitsbi^gh PuiHic Scimds. Hary^ard 
Umrrsity's PtojeaZerom^ tk 
Eduauional Testing Senter temed up to 
design 'footfmms,^ <w msesmentpra- 
grm that included fetches. Hwfa-ifh 
pr«^^, seifevalmmns. dassnmt exer- 
cim and jomiud entries in creaave writ- 
ing, gr(^c am andmusicai fHiformance. 

In Idaho, Ncmh Carolirm and Arizona. lAr 
KI2 and fuf^her edttcatim sectm are 
H oriing ioftether to develq^ a pint stow 
plan for education r^orm. 
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New Mexico's list Cemry EikKatien kg- 

10 f^epare "repot cards" tktti^i!^ 
di^rkt-by-dSstkt'cai^pansoas. Oi^rkts ^ 

tmmbemxmtiifkfi^^^^^ifiV' 

me«,coKe^exi^iaionsc<^dr(jpoia 

mts,a^persmimta^<^ineaans. 



mi-92 ECS cfewwfls. is okadkg aho- \ 
ooefareim^niammH^ad 
HewEm^kmi. Ifis §mare as Mtrnx'sfi^st . \ 
Jtepi^^crngBftpmrmmff^caialm. J 
bem.mai^fyiiewm^gSmi^siffM^m 

^gr^fiim^Umm^ofMmieSchod 
aiLaw. Henprem^Mw^^fisir 
yem in (te VS. Catsrea, vken he 
served on the Editcation and Labor 
C^iim, Hetfosep^mrma 
Portkad, IMk, bmpm mtiidsomyed 
fmyemtaaai^iegi^w. 
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1 Educate tcKhors aid ^isinfebai^ to 

Sdffioi imwQiriii^ wiil m smxei unless 
toKter* ami jHimripals kraw how to <to 
t^ks reamed of ihm, Ibm m two fi^eu 
to this fcqmremcm: Tc^Ikt ai«l ffitoimsOBior 
pre jwrtkm pn^^afMis need tt> inun 
f diK^iK^ to tK^^aari and w<Hk effectively 

eduortm shtHild have cUnkal experance in 
resin^tuitd sctools, woikii^ w& tmihy ^> 

L&cw^. ii^rvia ah^akm (^qxmaimies 
f« existing staff shoiikl be leshi^ed accord- 
ing U) 1^ fcff scIkioI lestrocturing. 
Ths will rcqmic that sias^. &^icis ami 
schools t^rognize mi suf^Nm professic^ud 
devdoimffim m a iw^^ tnveatnent. 

ii^bm IB iwtims In rtfwsi. 

p&itnt-tnvolrat^ arri nwmwmg jnogramv 
are effective ways ctf s^niog »jsihs mto the 
jtf tools mwi involved with chitdren. 

7, Use s&te risawr^ nmtaii^ to ^icoitr> 
^ inoovalfam and atcfm. 

Fimaicirf pesoorccs sbcmM be mve&ied in 
heif^g fsctnxib and disiTKis ma&e ti^ !^fi 
fnm) the status qua States can d^fer mldilion' 
ai funds, such ^ ccmtpetitive grants, as levers 
fcH" change. BifliMghfnsncia! nines shotJd 
nmnic^anefKltoinnavMiveeflOTv Stale 
offsrials should examifw tew Utcir stated 
f u^King mechanisms cm be reviwl or fmv^ 
funds can be redistrilniicd to suppcm resirui- 
luring goals. 

Rtalign the State System to Support the 

K Rei^mtttfe ^ state ed»:s^ departimrt. 

Tte rofc of the state educmion fepaitmem 
should be changed trom nwnittMing. ccnnpJi- 
ance mi regulaticHi to mc of ^^mx to 
schoirfnanddisincts. Such a switch role 
n^OTs ite <kj^n»m will need to retrain its 
staff for their new respcmsibiln^ and bnng in 
additioml cxpoiise, 

1 t iming tl» nwuw In which edition, 
health and sedal ^kes are provMed. 

Lmk education system reform with more 
effectiit airi better awdinaicd heaW), ectea- 
lion xffid social services fcr mfm^ mi piesch«>l" 
m. AtihemiiMfcandhigfischocrileveKwori 
with juvenile ji^ke and rthcr ywitb-jservmg 
af enctes to focus services for teens. 



i Corned K42 itforin wfth rfferte to hni^ 
teaddi^ and teanihv fai h^ber edticatim* 
As nwve tJwjiigh the resiwitrod cAi- 
catim sysffint they will trtf *ff««ttt slu^^^ 
aid immted^ to poi^ecoiKiary ediKam^. 
These o'stflulksK wiU !«d to dj»^ ihd^ 
poctkre to effectively serve Uicsc j«iKtetts. 

Foctis on R^utts: 

L Establish f^sttfs. 
Sm by us^ing tocal sites to (kmon^rate bow 
ffflidan^ntal pincijrfcs of restn«:turing wtt* 
inr^life. Over tl» hstger lemu use those 
results to nKdapc the edta^titm system. What 
worits ai one cI^^awMit w sctool nsy iKfl 
writ in wHkr. tea »ch site serves as an 
example tot^rs^ team from mi adai^ «> 
d^loKte. h«:cniives;»e also imted to move 
hum dsmwlnaion sto to sy^mwkfc refonm. 

1 Create new trf KcraiMibitf t) * 
A rcsinicuired edtK3rti(m sy&im i^res 
teadcrship pct^rfc ttewgbcmi the system 
and CCTwnunity. nm j4»l those in adminismH 
tive ^ poiky Insdddicm. scHsnd 
accoun^iity policy %\m\fi inclutk rewards 
for sclKJols that inipoveand «Krceed and 
^si^ance (ultimaicly. sanctions) ft^ those 
tlmtfail. Aitt«her important step is to repofi 
public data on the pertcramrKre of every 
sdKxrfandcoltegc. TTiiswiUtttabli^bCT*- 
maite by whfch to puge funwe pnogiess. 



In !«anmar) . policy makeni ha^t ample 
e^penence working with the individual jneccs 
of educatk?n policy, -which has resulted tn a 
(ragmemed system. The next challenge is to 
view* policy, roles and siruciwe as a pack^. 
The call is iar every si^e to fulfill us promise 
to stwfcnts and tteir t^nilies bj restructuring 
itseducatKK)svstem. 
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